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Re: Commercial Refuse Collection Analysis 
Dear Mr. Verwolf: 


We are herewith submitting the final report for the Commercial Refuse 
Collection System Analysis that our firm prepared for the City. We 
have incorporated the review comments on the draft report that were 
recently submitted to us by Mark Weston. A summary of the project's 
findings and conclusions is included in Part One of this report. The 
description and detailed analyses of the various alternatives are in- 
cluded in Part Three. 


We are pleased for the opportunity to provide this analysis to the. City 
of Helena. If you desire, we would be most happy to present the find- 
ings of this final report to the appropriate City officials. If you have 
any questions or comments, please call at your earliest convenience. 
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DAMSCHEN & ASSOCIATES 


Ai as 
) ae (Oy ae 


Barry E. Damschen, P.E. 


BD/gp 
Encl. 


Cae 
at 5 Dhiea ts) 


SOLID WASTE 


COMMERCIAL COLLECTION SYSTEM ANALYSIS 


FOR 


CITY OF HELENA, MONTANA 


FINAL REPORT 


AGRIL, 1986 


Prepared By: 


Damschen & Associates 
Helena, Montana Lewis & Clark Library 
120 S. Last Chance Mali! 
Helena, Montana 59601 


ey Nahar 
any ihe 

Ay Pi) igo {Mery 

APRA ES ce 


ih 


a 1 Aig @ hy rane 
v a 7m) i a ; iy , 
' Ne, on aoa % 
, f 4A, 5 me ae 
vi : "1h eh ‘ie My af ei Vy 
ait © it) ORs, j 
+ 7 ir 
ne { ; ( i ees F 
ti 
5 F ah my) 


v "i 


i 
a 4) 


‘pio away area’ a. y a 


oes 


— ng 


i 
Lan 


e 


sage cena eigen 
a ee 


me Am 


a ee et 


ee 


ps mM ary este “ *Q eT uh | iG a " ; . ae ( 


; ' 
be : 
' 4 ' 
| | 
} 1s 7 
_ 
t | : ' wee 1 bay a; 4 ’ ' ! ' 
| 


? 


f i ; ‘ Ae ; Bae! iain og 4 "i ] : Ke i ‘3 : 
} 


t Ue 


oe ec Th a 


i 


TABLE OF CONTENTS 


PART ONE: SUMMARY 
Background 
LL Conclusions 


Ill. Recommendations 


PART TWO: EXISTING CONDITIONS 
Existing Waste Management Conditions 
II. Solid Waste Quantities 
PART THREE: EVALUATION OF ALTERNATIVES 
General 
II. Discussion of Alternatives 


bile Economic Cost Analysis 


PART FOUR: RECOMMENDATIONS 


General Summary 


II. Recommendations 


eae 


en ee 


== : —— 2 , r 
Pen Sime ER eA mS SS 


we , | Me | ae jt re 


ee i. _ 12 
, esi y cs) ’ 
' a 7 


VE OS | re 
9 " aos ‘ \ Fi 
a a a af i 


: 


" ne a ; } j Y arf ats F 
f ; aeaebebie oon 


oe) | el agra oe 
rT Oo DMITea ow Pag 
: agli henennfiony Boalt aia surtifaix’d A 


4 Has | whheoeD sted Diloe 7.) oe . 


4 


f low arent) 
(t aeviloetsA to aolameitt u F 


ef | sevieosA nD ofthe Atl 


? 


CHOSTACMEMOGIH AC RE 


we Catt InneneD a: 


LIST OF TABLES 


Solid Waste Quantities 


Commercial Collection System Account Summary 


Fiscal 1986 Sanitation Budget 


Alternatives Analysis Capital Costs 
Alternatives Analysis Annual Costs 


Salvage Value of Existing System 


LIST OF FIGURES 


Following 
Page 


Waste Quantity Seasonal Variation 6 


ne ee ee 


me pe hme nm lg mae ned 


a en 


a re 


a 


ee ee 


| 

| 

aed | 
. 
i 
| 

” 
. 

| 

j 

} 

| 

. 
ih 


seipeiay! be wna putes conte 


ne allies) nh age’? amare” 


SSR art, Weld 


tebe a 


y corwtides4 
nah 
ls tech 


2) . roilLaria i fasirys cee ys hawacey aden 


tr hae 
We 


PART ONE 


SUMMARY 


PART ONE 


SUMMARY 


: BACKGROUND 


Currently the City of Helena Sanitation Department operates a solid 
waste collection service for the waste generated within the city. The 
residential wastes are collected using a mechanized side-loading system 
which employs one driver per vehicle. The wastes generated by the 
commercial establishments are collected using a rear-loading system 
which employs two-man crews. All wastes collected within the city are 
disposed of at the City of Helena's sanitary landfill located within: the 
city limits just northeast of Carroll College. 


By ordinance, all residential units within the City of Helena are as- 
sessed a fee for the residential collection services. Payment of this fee 
also gives each resident the opportunity to haul their waste individually 
to the city's landfill for no additional charge. Unlike the residential 
system, however, the commercial establishments are not required to uti- 
lize the city's collection service. The commercial establishments have 
the right to use the City commercial refuse collection system, contract 
with City-County Sanitation Service (a private commercial refuse hauler) 


or haul their own wastes to the City of Helena landfill. According to 
City officials, it is estimated that approximately 80 percent of the com- 
mercial establishments in Helena currently utilize the City's commercial 
collection service. 


For the past two years, City of Helena officials have contemplated alter- 
natives to the rear-loading commercial collection system including the 
feasibility of utilizing a mechanized front-loading commercial collection 
system. The front-loading system is less labor-intensive than the rear- 
loading system; however, the front-loading system is more capital- 
intensive due to the higher capital costs of the packer vehicles. A 
third option that City officials considered is the elimination of the com- 
mercial collection service, thereby turning over the City's existing com- 
mercial accounts to a private collection service(s). 


In order to evaluate the various options that have been identified for 
handling the wastes generated by commercial establishments in Helena, 
the City of Helena retained the consulting engineering firm of Damschen 
& Associates to conduct a feasibility study. The various work elements 
that were deemed appropriate and included in the study are as follows: 


A. Review the existing commercial sanitation service and summarize 
current manpower, equipment, routes, and costs of service. 
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II 


Become familiar with the existing collection routes and special ser- 
vice constraints within the City. 


Prepare a cost analysis comparing the capital and annual costs and 
impact on the Sanitation Department's total annual budget and 


rates for various potential alternatives. 


Address potential impacts and problems related to possible changes 
in the collection system. 


Compile the information into a draft report for review by the City 
staff and Commission. 


Incorporate comments and revisions into a final report. 


. CONCLUSIONS 


The Consultant's analysis of the three commercial collection alternatives 
deemed appropriate emphasized the following: 1) compatibility with the 
existing conditions; 2) life-cycle cost estimates; and 3) legal and politi- 
cal constraints and impacts. Based on the analysis conducted herein, 
the following conclusions were formulated: 


A. 


The existing commercial rear-loading system appears to be operat- 
ing in an efficient and organized manner. 


Approximately 50 percent of the existing containers are in poor 
condition or need to be repaired or replaced. The three existing 


packer trucks are in good condition and are well maintained. 


The existing commercial collection budget of $276,600 does not in- 
clude a replacement fund for vehicles or containers. 


The replacement of the existing rear-loading system with a new 
front-loading system would have the following impacts: 


iL Reduce the existing collection personnel needs by 23 people. 


Pes Require a capital investment of approximately $396,000 


($152,000 for containers and $244,000 for two new and one 
used front-loading packers). This cost could be reduced by 
approximately $126,000 through the sale or trade of the exist- 
ing rear-loading equipment and containers. 


3. Based on a life-cycle cost analysis, the front-loading system 
would cost $274,000 per year compared to $324,000 for the 
existing rear-loading system. This estimate takes into 
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account labor, maintenance and operation, depreciation of ve- 
hicles and containers, and "tramp truck" expenses. This an- 
nual cost analysis also reflects an estimated $11,000 per year 
loss of revenue for the front-loading system due to physical 
constraints and traffic problems that may prohibit the servic- 
ing of approximately four percent of the existing commercial 
accounts. 


If the City were to discontinue providing a commercial collection 
system, the following impacts would become evident: 


1. Residential collection and sanitary landfilling service rates 
would have to be increased by approximately ten percent to 
compensate for the $59,000 in annual fixed costs that are cur- 
rently being assessed to commercial accounts. 


Due to Montana statutes and the corresponding limitations on 
PSC refuse hauling permits, the elimination of the City's com- 
mercial system could possibly create a monopoly situation for 
refuse collection within the City. Such a situation could ulti- 
mately increase commercial refuse collection rates. 


RECOMMENDATIONS 


It is the Consultant's recommendation that the City replace the ex- 
isting rear-loading system with a new front-loading system. Once 
the new system has been placed into operation and is operating 
smoothly, the City should sell or trade-in the existing packer 
trucks and containers. The City may want to consider, however, 
keeping one of the rear-loading packer trucks and approximately 
30 existing containers to serve the few existing accounts (4% of to- 
tal revenue) that cannot be converted to the front-loading system 
due to physical or traffic constraints. This option compared to 
discontinuing service to these accounts should be evaluated in 
more detail during the start-up phase of the new system. 


It is recommended that the City should not consider the discontin- 
uation of commercial collection service at this time. This option 
should be periodically re-evaluated, however. 


It is recommended that a detailed analysis of the current rate 
structure be conducted once the new front-loading system is 
implemented. 
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PART TWO 


EXISTING CONDITIONS 


, EXISTING WASTE MANAGEMENT CONDITIONS 


The management of solid waste in the City of Helena is the responsibil- 
ity of the City's Sanitation Department. The department has 13-I1/3 
full-time employees. The overall responsibility of the department is 
through the Director of Public Works. The Department is managed by 
the City's environmental engineer and sanitation foreman. 


The City of Helena's Sanitation Department provides four primary ser- 
vices. These include: 


providing residential collection service to all residential units 
within the city; 


providing commercial collection service to commercial establishments 
within the city that desire the service; 


providing a bulky materials (tramp truck) pickup service to all 
residential and contracted commercial accounts; and 


providing and operating a sanitary landfill to dispose of the wastes 
brought to the site. 


Summarized in the following paragraphs is a brief synopsis of the exist- 
ing services, facilities, and equipment provided by the City of Helena 
Sanitation Department. 


Bet Residential Collection Service 


In 1983 the City of Helena converted its residential collection service 
from a rear- and side-loading system requiring two operators per ve- 
hicle to a one-man per vehicle mechanized system. The system current- 
ly utilizes three 24-cubic-yard side-loading mechanized Heil collection 
vehicles, one of which is considered a standby vehicle. The system 
utilizes approximately 1,960 300-gallon plastic containers and 2,780 
90-gallon plastic containers. The City provides these containers to 
residents; the cost of the containers is included in residential annual 
assessments. The larger containers are generally placed in areas with 
alleys where three households typically share a container. The smaller 
containers are used primarily in areas without alleys, and serve indi- 
vidual households. Residents in these areas are responsible for rolling 
the container to the curb on pickup days. All containers are emptied 
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once per week. Currently the City of Helena has approximately 7,500 
residential accounts. 


ise Commercial Collection Service 


The City of Helena currently has approximately 420 commercial accounts 
for refuse _ collection. This service utilizes three 20-cubic-yard 
rear-loading packer trucks, two of which are used full-time and one 
which serves as a standby vehicle. The City provides metal containers 
varying in size from one to eight cubic yards to most of the commercial 
establishments. The commercial collection service is available from one 
to six days per week, depending upon the degree of service required. 


In addition to the commercial accounts that utilize the rear-loading sys- 
tem, there are approximately 75 commercial establishments in the city 
that are served by the same mechanized system that services the res- 
idential customers. These commercial accounts were converted to the 
residential system in 1983, when the side-loading residential mechanized 
system was implemented. These accounts are located primarily in areas 
of the City where the mechanized unit can conveniently and economically 
service the containers, and where waste volumes are small. For this 
analysis, it was assumed that these accounts would continue to be 
serviced in this manner, regardless of the conclusions of this study. 


C. Bulky Materials Collection Service (Tramp Truck) 


In December 1985, the City of Helena purchased a new dump truck 
chassis and equipped it with a low-profile flat-bed box to be used to 
pick up bulky materials that are difficult or impossible to handle with 
the mechanized or rear-loading packer trucks. This vehicle is common- 
ly referred to as the "tramp truck" and is intended to serve both res- 
idential and commercial customers within the city. The tramp truck is 
dispatched by radio by the drivers of the packer trucks as well as the 
central dispatch office that handles calls from residential and commercial 
customers. As time permits, the tramp truck operator also performs 
periodic surveillance trips through alleys, collecting large bulky mate- 
rials. In most instances, the tramp truck is operated by one person. 
The tramp truck operator also repairs the plastic containers as needed. 


D. Sanitary Landfill 


The City of Helena operates a sanitary landfill located east of the 
Carroll College PE facility. This site is leased from the Burlington 
Northern railroad, and is open six days per week from 8:00 a.m. to 
9:00 p.m. A _ scale attendant, compaction equipment operator, and 
loader operator are generally on duty when the site is open. According 
to recent estimates from City officials, the site has sufficient capacity 
to handle area wastes for at least five more years. 
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II. SOLID WASTE QUANTITIES 


The City of Helena records all solid waste quantities brought to the 
city's sanitary landfill using a scale located at the landfill entrance. 
All vehicles are required to stop for weighing upon entering and leav- 
ing the landfill. The City of Helena's landfill is currently the only 
landfill in Montana weighing and recording all wastes. 


The wastes brought to the landfill are categorized and recorded accord- 
ing to generation source. Summarized in Table 1 is a breakdown of the 
quantities of waste brought to the City's landfill in 1985 by generation 
source. As indicated, 29,610 tons of waste were deposited at the land- 
fill, of which 17,187 tons (58%) were brought in by City sanitation 
crews. Further review indicates that 7,364 tons (25%) of the total 
wastes deposited were collected by the City's commercial crews. 


The seasonal fluctuation of the wastes deposited at the landfill in 1985 
by generation source is graphically depicted on Figure 1. This figure 
indicates the generally increased generation of waste during the spring 
and summer months compared to the winter months. This is typical of 
most communities in Montana due to the general yard cleanup that is 
seasonal in nature. It should, however, be noted that the wastes col- 
lected by the commercial collection crews fluctuate less during the year 
than wastes from other generation sources. 
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WASTE DEPOSITED AT. 
CITY OF HELENA’ LANDFILL 
(1985) 
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TABLE 1 


SOLID WASTE QUANTITIES 


DEPOSITED AT CITY OF HELENA LANDFILL 


Generation Source 
City of Helena Crews: 

Residential 

Commercial 

Bulky 


Subtotal: 


Other: 
Individuals 
Contractors 


Subtotal: 


(1985) 


Annual 
Tonnage 


9,718 


6,705 


12,423 


29,610 
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PART..THREE 


EVALUATION OF ALTERNATIVES 


: GENERAL 


Based on the evaluation of the existing conditions of the City of Hel- 
ena's commercial collection system coupled with several meetings held 
with Public Works and Sanitation Department personnel, three alterna- 
tives were deemed appropriate for evaluation. These alternatives are: 


a. Continued use of the existing rear-loading system; 


b. Replacement of the existing system with a new front-loading 
system; and 


ray Discontinuance of the City's commercial collection service. 


To conduct this analysis, the Consultant initially reviewed all informa- 
tion that was made available by the City concerning the existing sys- 
tem. Information that was provided to the Consultant included:  col- 
lection route summaries identifying name, location, route sequence, con- 
tainer size, and frequency of collection for all users; existing costs and 
budgets for the Sanitation Department for the previous three years as 
well as the proposed fiscal 1986 budget; personnel and staffing require- 
ments of the Sanitation Department; and replacement schedules for ex- 
isting equipment. 


After reviewing this information, the Consultant conducted field studies 
of the existing system. This field work included accompanying the 
drivers of the collection vehicles to discuss the system, and _ field- 
checking each pickup location. In addition, the Consultant conducted 
several meetings with the City's Public Works Director, Environmental 
Engineer, and Sanitation Department Foreman during this period. 


After the field studies were completed and the Consultant had a good 
understanding of the existing system, three primary alternatives were 
evaluated. This evaluation emphasized the following: 1) compatibility 
with existing conditions; 2) life-cycle costs; and 3) legal and political 
constraints and impacts. Included in the following text is a summary of 
these analyses. 


finan . = 


PNY eae 


> 7 \ ha wis 

>» ek ’ LS _ 

=. hi, tie be: 9 AY en. 

i wan ; ‘tay ge eh Ba ta High d ey es Puahd Al er fSibeacine Tie 
a. | 

oo ey : aoe WAG yan. AP oder a Leper a Nia td ail he 


; ii'e j 
7 
' 4 ' BT hax ; 
} UJ 1 ‘ « 
WHE Vs A. SDE. OP Rai iiow . pepe er 
4 mil a, th | rtmeayl : rr 
A)» . . Lael j ii , Risen } ds “A sa f wi a *) 


1?) “i Nd i ' , a 1 iy peene i’ wet, f felt fid.tw ds 1 ee a : 
meet n ¥ Le wry ‘4 evs (Tita gall. broth, Warne bag iti 


; ney sie F 1 Si 
j i 
i ‘ 4 . 
y : by j hyey buat ¥ tn) ae persi? wile Ay yoak 


wow eave riget i soe. wiehate wate) ie ul AO nth 
Sheep al, 5 ay aed en aa w arith fel wat Po, 

4 eet ion ban biaet ( Reigee: dale “aiapoweige in’ yanal Aner use 

+4 , ; A bary ee ‘, eg i ‘ He ta ©) by ad “ yl } tive 

a aint le BOER: eh Raa, TARE: sai 

| 


7 : 


: as 


II. DISCUSSION OF ALTERNATIVES 


A. Continuation of Existing System 


Currently the City of Helena's commercial collection system has approxi- 
mately 420 active accounts. This represents approximately 80 percent 
of the commercial businesses in the City of Helena. Most of the remain- 
ing commercial businesses and the Capitol Complex are served by City- 
County Sanitation Service, a private refuse hauler that provides refuse 
services in the Helena area, 


With the exception of a few accounts, the commercial containers are 
collected at least once per week with the average frequency of collection 
being 2.9 pickups per week per account. The City offers its 
commercial accounts up to six-day per week = service. With the 
exception of 29 customers that leave their bagged refuse near their 
business entrances, the City provides metal containers for commercial 
use. In some instances, more than one business shares a container. 
Included in Table 2 is a summary of the number of accounts and the 
corresponding storage and frequency of pickup data. 


TABLE 2 


CITY OF HELENA COMMERCIAL COLLECTION SYSTEM 


ACCOUNT SUMMARY 


Total 
Storage Number of Total Pickups 
Provided (cy) Accounts Per Week 


Loose 29 84 


1 19 3] 
145 


8 
More than 8 


Totals: 
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The City of Helena utilizes three 20-cubic-yard rear-loading packer 
trucks to collect this waste. These vehicles are as follows: 


Vehicle Year No. of 
No. Purchased Miles 


1984 13,400 
1982 30,900 
1980 36,000 


The oldest vehicle is now used as a standby, since only two vehicles 
are typically used each day. Vehicle 206 is primarily used to collect 
the wastes in the central and western parts of the city, including the 
downtown area. Vehicle 205 is used to collect the wastes in the eastern 
and northern portions of the city. The two routes overlap to a certain 
extent. This allows flexibility and adjustment between the two crews to 
allow for vehicle breakdowns and variations in waste volumes. 


The commercial system basically utilizes five full-time employees to oper- 
ate the packers and collect the waste. From Monday through Friday, 
two two-man crews operate, while on Saturday, one two-man crew oper- 
ates the truck. The fifth employee is needed to replace other operators 
during the six-day work week as well as to fill in during sick leave and 
vacations. In a typical two-man crew, one individual drives and oper- 
ates the truck while the other individual rides on the back and maneu- 
vers and empties the containers. The driver also assists to dump 
larger containers. The crews are currently scheduled on an incentive 
basis. When the routes have been completed each day, the crews are 
free to go home. On a typical day, the two crews combined will service 
approximately 400 containers. 


The City of Helena is responsible for providing the necessary contain- 
ers to all accounts. As previously mentioned, these containers vary in 
size from one to eight cubic yards and are equipped with wheels and 
lids. According to local officials, approximately one-half of the contain- 
ers are in fair to good shape. The remainder are in relatively poor 
shape and should either be repaired or replaced. The number of 
containers by size that the City has in use is as follows: 
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Size of Total Number > 
Container of Containers 
(cubic yards) in Use 


20 
185 


Total: 


B. New Front-Loading System 


This option involves replacing the existing rear-loading system with a 
system that utilizes packer trucks equipped with a mechanized front- 
loading area. Implementation of this system would also require replac- 
ing the existing 450 containers that the City currently provides to 
users with new containers. 


Unlike the existing rear-loading system, in which the packer trucks 
back up to the containers, the front-loading system is totally mech- 
anized. The operator drives the packer truck directly up to a contain- 
er and then operates the mechanized arm which lifts the container di- 
rectly over the cab, dumps the refuse into the compactor unit, and 
then sets the container back on the ground. The operator then backs 
away from the container and drives to the next site. 


There are several advantages and disadvantages of the front-loading 
compared to the rear-loading system. These include the following: 


Advantages 


1. The front-loading system requires a one-man crew compared to the 
two-man crew required by the existing rear-loading system. It 
would provide the same service, but at a reduced labor cost. 


The containers. for a front-loading system cost less than those for 
a rear-loading system. 


The number of on-the-job accidents occurring are substantially 
less for front-loading than for rear-loading systems. This is due 
to the fact that the operator does not come into contact with the 
containers, but instead remains in the vehicle's cab. 
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The City landfill may be exhausted within approximately five 
years, and a new landfill site will have to be developed. It is 
probable that this new site will be substantially farther from the 
city than the current site. Because of the increased travel time 
that will be necessary, labor costs for collection crews to travel to 
the new landfill would be less for one-man front-loading crews 
than for two-man rear-loading crews. 


Disadvantages 


1. 


es 


Front-loading packer trucks are more expensive than rear-loading 
packer trucks. 


There may be restrictions on the use of a front-loading system for 
some situations. Such restrictions may include height and width 
limitations in certain alleys and container locations, traffic maneu- 
verability problems due to the larger chassis on front-loading ve- 
hicles, and possible backing-up problems onto major streets due to 
the lack of a second person to watch for cars and pedestrians. 


The 29 accounts located primarily in the downtown Gulch, area that 
do not use containers but simply place their wastes at the curb 
could not be serviced by a front-loading system. The tramp truck 
would have to pick up these wastes. 


Discontinuation of the City-operated Commercial Collection System 


The third alternative evaluated for this study involves the elimination of 
the City of Helena's commercial collection service. If this alternative 
were implemented, the existing commercial customers would have to ei- 
ther retain a private refuse contractor to collect their wastes, or store 
and haul their wastes to the City landfill themselves. Several possible 
impacts and implications of this alternative were identified during this 
analysis. These impacts are summarized as follows: 


if 


If the commercial system were to be eliminated, the City's fixed 
costs would still be incurred. These costs are currently divided 
among the Sanitation Department's three cost centers (residential 


system, commercial system, and landfill operation) but would have 


to be absorbed by the residential and landfill cost centers. This 
would increase the rates for these services. To partially offset 
these increased costs on a short-term basis, the existing waste 
collection equipment could be sold. This would provide revenue, 
since this equipment has been paid off. The actual cost impact of 
this alternative is presented in the next section of this chapter. 
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Elimination of the City's commercial system could possibly increase 
collection rates for commercial accounts. This’“is’' due’. to’ the 
possible loss of the current competitive situation that exists 
between the City of Helena and City-County Sanitation Service. 

Under present State statutes (69-12-314), any private refuse 
hauler must possess a PSC Class D hauling permit. Local munic- 
ipalities are exempt from this requirement. According to PSC per- 
sonnel, there are three permits in effect for the City of Helena. 
However, only City-County Sanitation Service actively utilizes its 
permit. PSC regulations allow permits to be rescinded if they are 
not used. Therefore, under the current conditions it is possible 
that only one private firm may be available in the future to collect 
wastes in the City of Helena. 

This possibility was confirmed in recent discussions with PSC 
personnel. They felt that the possibility of issuing another permit 
for a contractor working in the City of Helena would be quite 
small, based on previous attempts and court cases in the state in 
which additional permits have been requested. In addition, al- 
though the PSC regulates the number of permits, it has no regula- 
tory authority over the rates that refuse hauling firms can charge. 
Therefore, if the City of Helena eliminated its commercial collection 
system, there is a distinct possibility that only one private hauler 
would be available in the area. 


There is another State statute (7-13-4107) that requires all munic- 
ipalities to either give five years notice or purchase the equipment 
from existing contractors at fair market prices if a municipality de- 
cided to provide waste collection services. Therefore, if the City 
of Helena eliminated its existing waste collection service now and 
wanted to provide the service again in the future, these require- 
ments would apply. This could ultimately be quite costly to the 
City. 


The primary advantage of eliminating the commercial system is the 
reduction in manpower and management responsibility that would 
result. In addition, elimination of the commercial system could also 
reduce the impact of rising costs of industrial accident insurance, 
especially when the high rate paid for refuse collection is consid- 
ered) 


. ECONOMIC COST ANALYSIS 


III 


AS 


Present Sanitation Department Budget 


The initial step involved in developing an economic cost analysis for the 
three alternatives being evaluated was to review the existing City of 
Helena Sanitation Department's budget. This budget is broken down 
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according to three cost centers: residential, commercial, and landfill. 
For each cost center, the budget is divided into three primary costs: 
salaries and benefits, maintenance and operation, and capital equipment. 
Included in Table 3 is a summary of the 1986 budget for operating the 
City of Helena's Sanitation Department. 


TABLE 3 
1986 FISCAL BUDGET 


CITY OF HELENA SANITATION DEPARTMENT 


Cost Center 


Item Residential Commercial Landfill Total 
Salaries & Benefits $106,550 $163,292 $85 ,681 Haao seed 
Maint. & Operation POS e243 LO 72307 90,722 SU ace 
Capital Outlay* PLATE 6,000 50,000 LtUS TOU 
TOTAL $324,543 $276,599 $226,403 $827,545 


* includes debt service principal 


SOURCE: FY 1986 Sanitation Budget 


After reviewing and discussing the budget with City officials, the fol- 
lowing key points concerning this study were identified: 


Je There are various fixed costs associated with the operation of the 
Sanitation Department that are shared between the three cost cen- 
ters. These include: office and janitorial supplies, small tools, 
general postage, dues and subscriptions, advertising, utility and 
maintenance charges for the buildings, telephone, medical services, 
accounting and auditing, administrative charges, conferences and 
education, and insurance. In addition, the salary of the Depart- 
ment Foreman and one-third of the City's Environmental Engineer's 
salary are equally paid for by the three cost centers. 


as There is no depreciation included in the commercial cost center 
budget for vehicle and container purchase or replacement. 


3. An analysis of the budget indicates that the commercial collection 
cost center represents approximately 34 percent ($276,599) of the 
total sanitation budget. 
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4, The operation, maintenance, and personnel costs for the three cost 
centers appear to be well documented and accurately distributed. 


B. Cost Analysis of Alternatives 
To evaluate the costs of the three alternatives identified herein, an an- 
nual cost analysis was developed. Five cost components were con- 
sidered to obtain a total annual cost for each alternative. A brief de- 
scription of each cost component is summarized herein. 


3 Personnel 


This cost component includes the necessary personnel to operate 
the commercial collection system for each alternative. For the 
rear-loading alternative, the existing budgeted cost was used. 
For the front-loading option, the existing budget less the cost of 
2% employees was_ utilized. (Our analysis indicated that the 
front-loading system would reduce manpower needs by _ this 
amount.) For the third option in which the existing commercial 
system would be eliminated, personnel costs would still include 
one-third of the Department's foreman as well as one-ninth of the 
environmental engineer's salary. 


rae Maintenance & Operation 


For this cost component, maintenance and operation of the vehicles 
and containers as well as the fixed costs described previously to 
operate the Sanitation Department were considered. For the ser- 
vice elimination alternative (#3), it was assumed that the fixed 
costs currently being shared by the three cost centers would still 
have to be paid by the Department. | 


3. Depreciation 


This cost component includes the amortization of the packer trucks 
and containers for the rear-loading and front-loading alternatives. 
A breakdown of the capital costs for each alternative are depicted 
on Table 4. The annual costs were developed using an amortiza- 
tion schedule of 10 percent annual interest for a ten-year period 
for the containers and a seven-year period for the packer trucks. 
The salvage value of the equipment and containers at the end of 
each amortization period was also included in the analysis. 
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TABLE 4 
CITY OF HELENA COMMERCIAL COLLECTION SYSTEM 


CAPITAL COSTS 


Rear-Loading Front-Loading 
Item System System 


Containers $190,000 $152,000 
Vehicles: 
2 new units 120,000 204,000 
1 backup unit 22,000 40,000 


LOTAL: $332,000 $396,000 


Tramp Truck 


This cost component includes the commercial collection system's 
share of the costs associated with the tramp truck. Sanitation De- 
partment personnel indicated that the annual tramp truck budget is 
approximately $40,000, of which approximately ten percent is as- 
sessed to the commercial cost center under the rear-loading sys- 
tem. If the front-loading system were used, it is estimated that 
the tramp truck use would increase, primarily because the tramp 
truck would have to service the 29 existing commercial accounts 
that do not use containers. For the front-loading system, it is 
also anticipated that the tramp truck would have to pick up boxes, 
etc. that customers might set next to the containers. For these 
reasons, an additional $6,000 per year was included in the annual 
cost analysis for this cost component for the front-loading system. 


ie Loss of Revenue 


As previously discussed, it is anticipated that it may be impossible 
or hazardous to service some existing accounts with a front-loading 
system due to maneuvering and backing problems. Based on the 
joint evaluation of the Consultant and the City's Sanitation Foreman 
and Environmental Engineer, it was determined that approximately 
four percent of the accounts may not be serviceable with a front- 
loading system. In these cases it may be necessary to utilize the 
services of City-County Sanitation Service. The corresponding 
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lost revenue is reflected in the annual cost analysis. It should be 
noted that in many instances, it may be possible to relocate the 
container and thus retain the account. This would require the co- 
operation of the City and the customer. The loss of revenue pro- 
jected herein is therefore probably high. 


As an option to discontinuing service and losing these accounts, 
the City may want to retain one of the existing rear-loading pack- 
er trucks and approximately 30 containers. This would allow the 
City crews to maintain the service and consequently not lose the 
revenue. Since the existing packer trucks and containers have 
been paid for, the added expense to keep these would most likely 
not exceed the lost revenue that otherwise would be incurred. 


Summarized in Table 5 is the breakdown of the total annual costs for 
each of the three alternatives considered. As indicated in this table, 
the estimated cost for the front-loading system is approximately $50,000 
less than the rear-loading system when all factors are taken into ac- 
count. As shown, it is estimated that if the City were to discontinue 
commercial collection service, fixed costs of approximately $59,000 would 
have to be absorbed by the remaining two cost centers. This would 
raise rates for residential collection and landfilling costs by approxi- 
mately ten percent per year. It should be noted, however, that if the 
elimination option were implemented, the existing rear-loading packer 


trucks and containers could be sold for approximately $126,000 (see 
Table 6). This revenue could then be used to offset the fixed costs 
for approximately two years before rate increases would be necessary. 


TABLE 5 
CITY OF HELENA COMMERCIAL COLLECTION SYSTEM 


ANNUAL COST 


Alternative 
Rear- Front- Elimination 


Item Loading Loading of Service 


Personnel $160,000 $100,000 $17,000 
Maint. & Operation 111,000 97,000 
Depreciation: 
Vehicles 21,000 34,000 
Containers 28,000 22,000 
Tramp Truck 4,000 10,000 
Loss of Revenue -0- 11,000 
(compared to R.L. System) 
TODA: $324,000 $274,000 $59,000 
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TABLE 6 
HELENA COMMERCIAL COLLECTION SYSTEM 


SALVAGE VALUE OF EXISTING REAR-LOADING SYSTEM 


Salvage 
Item Value 


Containers $37,000 
Vehicles 89,000 


TOTAL: $126,000 
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PART? FOUR 


RECOMMENDATIONS 


; GENERAL SUMMARY 


It has been pointed out within the text of this report that several ad- 
vantages and disadvantages exist for each of the three commercial col- 
lection alternatives evaluated herein. A summary of the alternatives is 
given below: 


A. Continuation of Existing Rear-Loading System 


The primary advantage of maintaining the existing system is that the 
trucks and containers are paid for and in service. The system has also 
been in operation for many years and so personnel are familiar with the 
system and routes. No additional training or "debugging" is necessary 
as would be required by a new system. 


In addition, if the existing system is retained, City officials would not 
have to reduce 2} employees from the existing collection system staff. 


Finally, the City would not lose any accounts or have to reposition or 
relocate containers such as may be necessary with a_ front-loading 
system. 


B. Implementation of New Front-Loading System 


The primary advantage of implementing a new front-loading system is 
the estimated $50,000 per year in savings compared to the existing 
rear-loading system. As labor costs increase, the savings over the ex- 
isting system should increase further since the rear-loading system is 
approximately twice as labor-intensive as the front-loading system. The 
front-loading system could also be more economical in the future when a 
new landfill must be located due to reduced travel time costs for the 
smaller crews required. 


C. Elimination of Commercial Collection System 


The primary advantage of eliminating the commercial collection system is 
the reduction in manpower, insurance, and management responsibilities 
that would result. These advantages, however, are offset by the pos- 
sibility of a monopoly situation resulting from the current permit situa- 
tion and PSC regulations. This could result in higher collection costs 
for commercial accounts in the City. As also indicated in the text of 
this report, the City would have to raise the residential collection and 
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landfilling rates by approximately 10 percent to offset the fixed costs 
that would have to be absorbed if the commercial collection service were 
eliminated. 


II. RECOMMENDATIONS 


Based on the analysis conducted for this report, the Consultant hereby 

makes the following recommendations: 

A. The City of Helena should replace the existing commercial rear- 
loading system with a new front-loading system because of signifi- 
cant life-cycle cost savings. 


Once the new system has been placed into operation and is operat- 
ing smoothly, the City should sell or trade-in the existing packer 
trucks and containers. The City may want to consider, however, 
keeping one of the rear-loading packer trucks and approximately 
30 existing containers to serve the few existing accounts (4% of 
total revenue) that cannot be converted to the front-loading sys- 
tem due to physical or traffic constraints. This option compared 
to discontinuing service to these accounts should be evaluated in 
more detail during the start-up phase of the new system. 


Once the new system has been placed into operation, the City 
should conduct a detailed rate analysis to review and modify, 
where necessary, the commercial collection rate structure. 


The City of Helena should develop a staffing plan to handle the 
anticipated reduction in manpower needs as a result of implement- 
ing a front-loading commercial system. The City should make the 
necessary manpower reductions through attrition if at all possible. 


Due to the PSC hauling permit statutes and potential monopoly sit- 
uations, the City should not consider eliminating the commercial 
collection service at this time. 
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